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1. Introduction

P ersonnel may be the critical problem of the accounting
profession in the immediate future.
The continued growth of the accounting profession requires a
steady influx of new, young talent. It also requires that good men be
encouraged to remain in the profession rather than use it as a stepping
stone to other fields of endeavor.
But this problem of getting and keeping good staff men is also a
practical one for individual firms.
For one thing, the success of a professional practice depends in
large measure on the people who conduct it. A firm’s income bears a
direct relation to the quality of the men who work for it.
Again, the growth of a practice demands delegation of respon
sibility to trained and competent assistants. A high rate of employee
turnover represents a hidden dollar loss. Excessive time spent in inter
viewing and training new employees is a drain on the available
chargeable time of the partners and experienced staff men. And
there are bound to be costly inefficiencies in the early performances
of new employees.
The need for an effective program of staff selection and develop
ment is not restricted to firms with large staffs. It is true that large
firms have been able to devote more time and attention to systematic
procedures and practices. However, successful techniques vary
among different firms according to their requirements; the less formal
practices of a smaller firm are often more appropriate to its needs
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than elaborate forms, brochures, and recruiting procedures. But the
need often is most acute in a smaller firm where the performance of
a single individual may have a critical effect on the operation of the
practice. The small firm can least afford to make mistakes in hiring
new men or in losing them after they have reached professional
competence.
The following report indicates that a number of accounting
firms have not given much systematic thought to their personnel
policies, and that some of their procedures compare unfavorably with
those of progressive employers in other fields.*
The report is divided into two main sections.
The first section surveys the profession’s current personnel prac
tices. It reflects the practices and attitudes of a small but varied group
of CPA firms on such topics as recruiting, selecting and rewarding
employees, staff training, incentives, fringe benefits and opportuni
ties for professional advancement.
The report’s second section enables an accounting firm to take
a fresh look at its own staff relations and consider areas in which it
may be possible to improve the way the firm attracts, develops and
retains talented professional accountants. This section is based on a
fundamental tenet of progressive business management—that there
are basic principles applicable to groups of people working together
in any circumstances.
A successful personnel policy is not, as some may feel, merely
a matter of establishing a friendly office environment. Nor, at the
other extreme, does it require elaborate and time-consuming tech
niques and procedures. Essentially, it is a thoughtful effort—a planned
continuous effort—to get maximum help from employees by making
their jobs attractive and challenging and helping them develop.
The following survey outlines in detail how various accounting
firms have approached this problem.
* The survey was conducted and this report prepared with the assistance of Garret
L. Bergen. Formerly a vice president of Marshall Field and Company, Mr. Bergen
is now Professor of Business Administration at Northwestern University. He is a
director of the Psychological Corporation; a diplomate (industrial psychology) of
the American Board of Examiners in Professional Psychology; formerly vice presi
dent (personnel division) of American Management Association; past president,
Chicago Industrial Relations Association.
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2. The Findings of the Survey

The Method of Interviewing and Reporting
Interviews were conducted with 25 firms ranging from an indi
vidual practitioner with four staff men to several large national firms;
in six cities of varying sizes in different parts of the country. This is
in no sense a statistical study, but the practices presented seem to
be indicative of conditions prevalent within the profession.
In addition, a number of partners and practitioners in other firms
were asked to comment informally on certain aspects of the survey.
The results will be presented in the following way:
1. An opening statement to place the subject matter in perspec
tive; to show the wide range of firms’ attitudes toward it; and to in
dicate the typical practice where any pattern seems to exist.
2. A series of direct quotations from the interviewees expanding
on these attitudes and policies.
3. A summary of the situation, and the problems brought out
or the questions raised under each subject.
The examples given of individual firms’ approaches to specific
problems are not necessarily recommended procedures. They are
merely illustrations of current practice.

Needs of the Firm
During 1957 there was widespread need for additional staff per
sonnel. The number of new employees hired during the year by each
of the firms included in the sample, ranged from one to 488. Most
of these employees had little or no previous accounting experience.
5

The most common reason for a firm’s preference for an inex
perienced person is its desire to train new men in the firm’s own prac
tices. Others mention the possibility of internal friction among pres
ent staff members if a new man is brought in “over their heads.”
However, some firms—particularly smaller ones—have been hir
ing at all levels. There are three chief reasons for this:
1. Some firms have been expanding so rapidly that they have
not had time to train fully their less experienced men and have been
obliged to hire semi-seniors and in-charge accountants in order to
get the work done.
2. Because of the nature of their practices many smaller firms
occasionally find it difficult to make a separate assignment of “junior
work,” and entire engagements are often handled by one man.
3. A few firms have felt it was more economical to hire men with
some experience, since a beginner cannot always be fully occupied
with chargeable work. With the narrowing differential between the
salaries of inexperienced and trained men, these firms believe that
they will do better to employ a man who can be productive in a mini
mum time, rather than a recent college graduate who cannot be
expected to pay his way for some months or longer.
One firm prefers to hire somewhat older men without much
public accounting experience. Its reason: The higher salaries are
soon offset by fees because a more mature man can assume responsi
bility quicker, and the client is apt to have more confidence in him.
Typical attitudes of other firms:
“We used to hire men with little or no accounting training and be
able to put them to work right away doing a lot of detail work. We
don’t have as much of that kind of work today. We need men who
understand what accounting is all about, men who can assume respon
sibility quickly and justify the high salaries we have to pay now.”
“Formerly we hired only juniors with one or two years of experi
ence. Recently we have had to go after semi-seniors and seniors, be
cause of the poor quality of younger men. It’s not that most of the
better men are going with the big firms; there just seem to be fewer
choice beginners than we had in the late 1940’s.”
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“There is no limit to the number of people we would take if we
could get them. If we could keep more of them long enough so that
we could have more in-charge accountants, we could take still more
juniors. Growth possibilities in our profession are unlimited.”
“I am losing men almost as fast as I can hire them. They quit as
soon as they get a few years of experience and I can’t bring the new
men along fast enough to fill the gap.”

These replies indicate the existence of four major problems con
cerning the staff needs of public accounting firms:
1. The demand for accounting graduates continues to be sub
stantial, and in general exceeds the available supply of acceptable
candidates.
2. The quality of applicants, in general, is not as high as most
firms would like.
3. A large number of accounting majors are not interested in
public accounting at all; many others regard it merely as a stepping
stone to a position in private industry.
4. The increasing need for more accountants capable of pro
viding a professional accounting service can be met only if an increas
ing number of young men with a high degree of ability can be
attracted to and retained by the profession.

Recruiting—Where and How
Virtually every firm interviewed said that finding qualified can
didates for staff positions is a major personnel problem. Even those
firms with elaborate recruiting programs are not entirely satisfied
with their results.
Colleges are the best single source of manpower. But the manner
in which college recruiting is conducted varies widely. At one end
of the range is the firm which conducts extensive campus interviews
and maintains close year-round personal contact with faculty mem
bers. For example:
“We visit over 100 colleges each year, making two or three trips
to some of them. Representatives of the firm attend the American
Accounting Association conventions, and we participate in graduate
study conferences.”
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At the other extreme is the firm which occasionally makes a
phone call to a college placement office or to a friend on the faculty
in search of a man to fill an actual vacancy. For example:
“We don’t keep in touch regularly with specific colleges, but call
their placement offices when we have an opening.”
“You can’t get much information from college placement people
—so we deal mainly with employment agencies.”

Many firms which confine their recruiting activities to these de
vices may be overlooking interested, qualified people. The head of
the accounting department at a state university recently told a group
of practitioners that he has had a number of students who would
have preferred to start their careers in small local firms, but who so
rarely saw representatives of such firms, and knew so little about
them, that they ended up going elsewhere.
Obviously the larger firm with greater manpower needs will de
vote more effort to college recruiting. Yet some smaller firms have
developed techniques or approaches which have proven successful
in recruitment. Here are some examples:
“We concentrate on the colleges in our vicinity, since the location
of the applicant near home base seems to be important to him.”
“Although we don’t do any campus interviewing—too much time
for too little results —we are well known at the local colleges because
of our activity in state society work and speaking engagements before
the accounting honor societies.”
“One of our six partners began visiting the universities in this state
about three years ago. For the first two years, the results were almost
nil, but this year we have been able to get all the men we need.”
“The key to our success is our close relation with the faculty at
the local college—our own people do some teaching and in turn we
use professors as part-time consultants.”
“We have the same man doing the recruiting each year. He gets
to know the placement people and faculty.”
“One of our partners teaches a CPA review course at the univer
sity and therefore enjoys good relations with the placement office.”

The recruiting activities of accounting firms may be more suc
cessful during the next few years due to an expected increase in
8

college enrollments combined with an indicated leveling off of the
hiring activities of major corporations which have up to now domi
nated the scene. Accounting firms with sound personnel policies
should be in a favorable position to fill their needs.
In general, firms which have been able to hire a satisfactory
number of graduating seniors are agreed on these main points re
garding college recruiting:
1. Since most desirable candidates find positions before finishing
their senior year, a firm must develop a continuing program of ac
tively seeking men on the campus. The program should be assigned
to someone as a year-round responsibility. This requires campus
interviewing at least annually and often twice or even three times a
year. The preferred months seem to be October and March, although
it varies somewhat among the colleges.
2. The firm must plan its needs for at least a year or two ahead.
It cannot afford to defer recruitment until a replacement is urgently
needed to fill an unanticipated vacancy.
3. A firm must become well known at the colleges from which
it hopes to recruit men. Teachers and placement officials should be
cultivated. Members of the firm should seek opportunities to speak
before faculty and student groups. Some firms also send recent
graduates on their staff to college functions, where they can renew
acquaintances among the students.
4. A firm must recognize that a new man represents an invest
ment. He cannot be expected to pay his own way immediately. Nor
can a firm expect to hire a good man unless it is prepared to pay a
starting salary which approximates the “going rate.”

Internship
In addition to recruiting graduating seniors, an increasing num
ber of firms of all sizes participate in “internship programs.”
This arrangement—which varies widely in detail even among the
few colleges which use it—permits upperclassmen to gain practical
experience by working for a firm during a part of the school year;
usually from December through February.
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Internship enables a firm to develop a relationship with promis
ing students before their graduation. Moreover, the interns often
become good-will ambassadors at college for the firm or profession
which employed them.
“The ‘internship program’ is a good source of applicants. We
already have this arrangement with three colleges. It can best be
worked out with colleges that are on the quarter system. We don’t
seem to be able to get anywhere with the University in the last few
years—the department does not seem to be interested. Universities
ought to make people available for other quarters than just the winter
quarter—in our firm we have spread our peak work over a broader
period of time.”

A few firms are finding good men by cooperating with the small
number of colleges which offer combined work-study programs to
their students. One of the firms interviewed for this survey fills most
of its openings by employing students who work in the firm for four
or five months each year for three years. It is still too early to evaluate
its program, but so far over 50% of the students have stayed with the
firm after graduation.

Other Methods of Recruiting
A firm in a small midwestern city offers part-time employment
and scholarships to a local college for one or two promising high
school graduates each year.
One small firm recruits high school graduates, with some experi
ence in business, who are willing to study at night. According to the
firm the plan has been successful in adding ambitious, hard-working
staff members of better than average ability.
A few accounting firms offer summer employment to students
generally at the completion of the junior year. Although the per
manent staff is sometimes not fully occupied during this time of year,
these firms feel it is a worthwhile investment in introducing students
to the profession and the firm.
“Since we are not as seasonal as many other firms, we are in a
position to bring in people for work during summer and at Christmas
(we will have as many as five or six during the summer). We know
that this costs a little money and that the people don’t really have

10

enough work to do at these times. But we find it is a valuable means
of screening people whom we may want to employ later.”

Employment agencies and newspaper advertising are sometimes
used by a number of small firms, but generally prove unsatisfactory
except in cases where specialists and men with experience are wanted.
The weeding out of unqualified men is too time-consuming. Most
firms find that friends of staff members and clients, and other per
sonal contacts, rank second to the colleges as valuable sources of
new employees.
“We don’t have too much trouble in getting people because of our
close relations with the local college and a few other places—also,
people already with us help bring in their friends.”
“We don’t solicit the big universities because we feel sure that the
larger firms will get the good people there. We use agencies and get
many people who start in private industry but who find later that they
would prefer public accounting work.”

The varying degree of success of these recruiting techniques
raises these points, in summary:
1. Many firms do not plan ahead on personnel requirements.
Recruiting programs often tend to be sporadic and concerned only
with immediate needs. They frequently lack continuing year-round
relations with manpower sources.
2. Only a minority of the firms do any campus interviewing, even
at local schools. The rest tend to rely on placement offices to send
them likely candidates, feeling that the recruiting results on the
campus are not worth the effort.
3. Despite the interest in “internship programs” and their success
where used, most college schedules are not adaptable to their use.
This is an obstacle to the programs which seems to deserve study by
both firms and universities.
4. It appears that the accounting firms without aggressive re
cruiting programs have lagged behind other occupational groups in
successfully competing for the most promising recent college gradu
ates—a position which must be improved if the profession is to
continue its rapid growth.
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Factors in the Selection of Personnel
In selecting employees, most firms emphasize a candidate’s col
lege grades and the impression he makes during an interview. There
is, however, wide variance in the relative importance given these two
basic factors.
Some firms do not consider a prospect unless he ranks in the top
25 % of his class scholastically. But most seem to feel that so long as
grades are “above average” they are secondary to the ability to get
along with people. There is also an increasing interest in “wellrounded” men. (A few firms even discussed the possibility of hiring
liberal arts majors who would study accounting at night; but this
plan is handicapped in some states by the legal requirements for the
CPA certificate.) Candidates who have concentrated almost entirely
on accounting courses may also be unable to write clear English.
There is growing concern over this block to effective communication
between accountant and client.
Perhaps because of the shortage of good men, few firms go be
yond the personal interview in deciding whether to hire a candidate:
1. Aptitude, vocational interest and achievement tests are rarely
used, although if an applicant had already taken Institute (or other)
tests, the results are given consideration.
2. In many cases references are not checked.
3. There is little apparent recognition of the fact that “grades”
from different colleges are not necessarily comparable—for example,
a student in the top quarter at one institution may be inferior to a
student in the second quarter at another school with higher standards.
4. In many cases college grades are not checked.
5. Despite heavy reliance on the interview as a selection factor,
there has been little effort to analyze results and improve interview
ing methods, or to judge applicants in terms of what the firm has
learned from both good and bad experiences with employees hired in
the past.
Here are some typical comments on selection techniques by some
of the interviewed firms:
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“Personality and the impression the candidate might make upon
a client is probably the most important factor. Grades rate next,
although as long as they are above average, they are not the major
factor. Some consideration is given to previous experience in private
accounting, but not much weight to previous public accounting ex
perience, since the firm prefers to train its own staff. Usually all the
partners see a promising candidate, but the two senior partners do
most of the hiring.”
“Initial impression is very important. If he doesn’t impress me,
he probably won’t impress clients. He has to have done pretty well in
college. Some men have excellent grades, but they are poor practical
accountants.”
“The client has an image of the way a professional should act. We
like to maintain this image; we want a man who gives an impression
of a professional man, who can handle himself well, has a good ap
pearance, and can express himself.”
“Because of the importance of the interview, the campus inter
view is always followed by a visit to the office where three additional
people talk with him; in addition, the boy goes out to lunch with some
of the staff members and we get their opinion too.”
“We have a credit report agency make careful investigations of
references of all people employed.”
“The two most important things in selecting juniors are grades
(we require at least a ‘B’ average) and impression during interview.
The latter is particularly important.”

What Is Being Offered Promising Candidates?
Em ploym ent today is a two-way street.
N ot many years ago it was the applicant’s responsibility to prove
himself worthy of hire; the employer had merely to pick and choose.
The practicalities of supply and dem and have changed this. M ore
over social and economic changes, plus a better understanding of
hum an motivation, has m ade business and professional m en aware
that they have a responsibility tow ard the employee.
W ith this perspective, it is interesting to examine w hat the 25
surveyed firms are doing to induce high-caliber m en to join their
organizations.
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Salaries

Some firms emphasize the career opportunities and satisfactions
the profession offers. These are very important factors but those most
successful in hiring competent men have made at least some attempt
to be reasonably competitive in terms of salaries and fringe benefits—
both material and psychological. According to a recent survey*, the
average monthly salary paid by industrial companies to accounting
graduates in 1957 was $402; the average for 1958 is estimated at
$416. Many accounting firms which feel they pay “going rates” to
accounting graduates are below this average; others acknowledge
that their starting salaries are below “going rates.”
A significant difference in thinking on starting salaries seems to
exist among practitioners. One group usually sets a salary level and
seeks men who will work for it. Other firms are more prepared to
pay what may be necessary to hire the men they want.
Few firms start all college graduates at the identical rate. The
spread within smaller firms generally does not exceed $25 a month.
But several of the multi-office firms indicate their starting salaries
may vary as much as $100 a month. Only two firms pay a specific
premium ($25 per month) for a graduate degree. The consensus
seems to be that any superior ability reflected in the advanced degree
will not show up until the man has acquired some practical experi
ence, at which time a salary adjustment will be made.
Eliminating four firms whose starting salaries were either excep
tionally high or low, basic monthly salaries for graduates ranged from
$325 to $450 in 1957. The figure cited most frequently by firms as
the usual rate was $350. Firms which actively recruit on college cam
puses for superior students sometimes paid up to $450 a month and
occasionally higher for a few of the top prospects.
Variation in salaries based solely on geographical location or
size of the firm was not as great as might be expected. In fact, both
the lowest and the highest starting salaries were paid by two mediumlarge local firms in New York City.
* Trends in the Employment o f College and University Graduates In Business and
Industry. 1958—Twelfth Annual Report: by Frank S. Endicott, Director of Place
ment, Northwestern University.
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Most of the interviewed firms declared that salary increases are
based strictly on merit. Yet raises of some amount tend to be auto
matic for the first few years for these reasons:
1. The wish to maintain a differential between experienced men
and the rising starting salaries of new men.
2. The need to compete with the offers made by private industry.
3. The desire to provide newer men with tangible evidence of
their progress.
In general, the staff man makes fairly steady progress for the first
five or six years, at which point salaries tend to start leveling off.
During this period, about two-thirds of the firms give semi-annual
increases, usually $25 a month, until a man has three or four years’
experience or reaches a certain salary level (e.g., $500 a month).
Further increases generally are made on an annual basis, the amount
varying widely with the individual.
Although salaries range widely at the fifth-year level of experi
ence, the “good average” man (according to the standards of the
individual firm) earns from $6,000 to $7,500 in base salary. An
interesting point is that, in a number of cases, men who started at a
lower-than-average salary will equal or surpass, at the five-year stage,
colleagues who began at higher rates in other firms. For example, the
firm which pays the lowest starting salary of all those interviewed
indicated that its five-year men are earning salaries comparable to
those reported by some national firms. The two firms paying the
highest “average” five-year salaries are among the smallest inter
viewed. This indicates that some smaller firms which may be unwill
ing (or unable) to subsidize the beginner can and do bring young men
along rapidly once they have started to earn their own way.
Overtime Compensation

The treatment of overtime varies so widely among these firms
that no pattern is evident.
Overtime pay—speaking exclusively, of course, of those em
ployees who by job definition are exempt from the provisions of the
Federal Wage and Hour Law—ranges from none through straight
15

time to time-and-a-half and compensatory time off. Some firms in
formally consider overtime as a factor in computing annual bonuses.
Roughly 40% of the firms interviewed pay their juniors timeand-a-half for overtime. But at the senior level methods vary greatly.
The national firms interviewed paid at least straight time rates to most
of their staff members; in one case up to the partner level.
Bonus and Profit Sharing

Most of the firms interviewed give some part of their staff some
direct compensation in addition to base salaries. In many cases they
grant a Christmas gift of one or two weeks’ salary, usually having
some relationship to seniority, but tending to be automatic. Some
times a discretionary bonus—usually averaging 10% of base pay—
is given to staff members.
Although it seems fairly common for newer men to receive at
least a token bonus, in several firms men do not participate until
they become seniors. (This sometimes coincides with the discontinu
ance of overtime pay.)
Profit sharing—in the sense of a given percentage of the firm’s
profits distributed among staff men—seems to be rare. Several firms
stated, however, that a man’s total earnings are directly proportional
to the fees he earns.
Here are some pertinent quotations on the subject of employee
compensation:
“Our minimum starting rate is $375 to $400 per month, plus
overtime at straight time. We will step this up for a man who has extra
qualifications or even for one who has unusual financial needs because
of his family situation. We will go up to $425 a month and show that
we are willing to subsidize him for the time being during his training
period.”
“Recent hiring rates range from $375 to $450. However, we are
willing to pay different rates to two graduates from the same class; it
is no different than deciding to hire one man and not hiring another.”
“Our starting rate is $400 to $425 per month, varying with the
man. We will pay $450 for an MBA. No payment for overtime, but
unlike other firms we put the new man immediately on a bonus basis;
at the end of the year even if he has been with us only six months he
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participates in a small share of the bonus pool which is based on profits
distributed on a discretionary basis.”
“His overtime hours are credited throughout the year. The firm
may require him to take up to two weeks of this as additional vacation,
and he himself can take more if he so wishes. The remainder is paid
out at Christmas time at his then rate of pay.”
“The rate of hiring varies with the man’s background and his
immediate needs (anywhere between $350 and $500 per month). We
feel that the starting rate is not too important since the individual’s
earnings, starting with his first year on the job, are based on a draw
ing account, which is guaranteed, plus a share in the earnings directly
resulting from his own personal efforts. The dollar value of his own
personal production is figured and from this is deducted $2,000 for
occupancy charges and 25% of the total, if he isn’t a CPA, or 20%
for a CPA, which goes into the firm pool. The net total earnings thus
arrived at may be adjusted upward or downward, based on a review
of the individual’s performance during the past year.”
“Salary is based on merit, but the individual’s salary is reviewed
at least once a year, and his progress reviewed with him.”
“We explain the relationship between salary and billing rate and
then suggest that a new man set his own salary. He must recognize
that he is going to have to make the grade and pull his own weight
with clients. If he starts at too high a rate, a senior accountant will
not ask to use him on many jobs unless his ability is so pronounced
that he justifies the higher rate. However, this is a way of seeing how
much confidence the man has in himself and illustrates the way we
use the merit system.”
“We expect a man normally to justify a merit increase within the
first six months.”
“We pay what we have to for juniors. Generally we can get them
for about $80 a week. We give minimum raises of five dollars semi
annually ($10 for a good m an). There aren’t many five year men on
our staff now. At this stage they tend to go out on their own (not to
other firms). Some go with private industry. One man was with us
six years, making $8,500. He was offered $12,500 in industry. How
can we compete at those prices?”

The survey establishes the existence of some major problems in
the area of salaries and other direct compensation to staff employees.
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Among these are:
1. Staff men, in a number of cases, tend to reach income ceilings
at an early stage in their careers. Initial salaries and early progress
seem generally satisfactory, although a number of firms still pay
salaries that seem to be substandard. A man cannot expect his earn
ings to increase considerably unless he can command the requisite
fees; yet some provision may need to be made so the outstanding
young men can continue to progress.
2. Firms are faced with the necessity of subsidizing new men
until their earnings can become proportionate to the fees billed for
their services.
3. If staff men are considered “professional associates,” should
they not participate at an early stage, on some basis, in the earnings
of the partnership?
4. Should “professional men” be paid overtime (assuming they
are at a level exempting them from Wage and Hour Law regulations)?
If a client is charged for the extra hours, it seems logical that the
man should be compensated for his time. But to what extent, if at all,
does overtime pay at a specific rate detract from a man’s “profes
sional” status? The sheer number of hours devoted to an engagement
does not necessarily add value to a professional service. Thus some
firms feel that participation in earnings or fees is preferable to over
time pay.
Fringe Benefits

Few firms offer many of the “fringe” benefits which are now
commonplace in private industry. The approach varies from “we pay
them pretty good salaries and expect them to manage their own
affairs” to the occasional comprehensive program.
All but three of the firms surveyed offered group life insurance.
Most subscribe to the Institute plan with the firm, as required, pay
ing the premiums. A few have optional supplementary plans requir
ing contributions from the staff member.
Health and accident insurance is rarely provided. On the other
hand hospitalization coverage is available in the majority of the firms
18

on a voluntary basis; staff members pay their own premiums. A num
ber of firms, however, pay the premium on “major medical” policies.
Only one firm makes planned provision for retirement. Several
make informal arrangements to “take care” of individuals as re
quired. Others feel no need for a retirement program since their staffs
are relatively young. They expect their better men to become part
ners in due course and are not interested in developing “career” staff
members.
A two week vacation is permitted in all cases by the end of the
first year of employment. Somewhat less than half the firms allow
three weeks (after 5 to 10 years’ service). In two cases, after 20-25
years’ service, vacations are extended to four weeks.
There appears to be an increasing tendency for firms to pay the
dues and some expenses of the CPAs on their staffs in state and
national professional organizations. Some firms, however, feel pro
fessional participation is a personal obligation of the men and expect
them to pay their own dues.
In a few cases the acquisition of a CPA certificate is recognized
by salary increases.
“The American Institute Group Life coverage is paid for by the
firm; we have an additional five thousand dollars group life toward
which a staff member contributes. The firm pays for hospitalization
insurance; we do not have a retirement program. We pay expenses
for membership in any and all professional societies; expenses in
curred as a result of membership in civic and service groups; expenses
incurred in attendance at professional meetings; the CPA examination
fee; practically anything that may be considered a contribution to the
man’s professional development.”
“Since the job involves a great deal of travel, we cover each man
with accident insurance in order to protect his family but the man does
not know about this.”
“When he is away on a job, we expect him to stay at the better
hotels and otherwise live as befits a professional man.”
“We don’t have much in the way of usual ‘benefits,’ but we try
to operate an informal, relaxed office where a man has an opportunity
to make something of himself. Our experienced men are pretty much
their own bosses.”
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Some firms offer a variety of fringe benefits. Others evidently
have not given this subject the attention it deserves, especially in
areas which contribute to the professional growth of their staffs.
Substantial benefit programs have become standard practice in Amer
ican business and are now expected by most promising college gradu
ates. They have become important competitive features in recruiting
and are no longer actually “fringe” in character.
Working Conditions

This subject breaks down into three areas:
a. Hours—Most of these firms regularly work a 35, 37½ (pre
dominant), or 40-hour week. In the field, a man generally observes
the client’s hours. During the tax season, the work-week may include
all day Saturday plus several evenings. But the overtime load in many
firms during January-April seems to be decreasing; some firms put
in no more than an extra half-day a week and a few, less.
“Our men are paid to get a job done, rather than for the hours
they put in. We often give them some time off between assignments.”
“We work a six-day week from January 1st through March 15th
and a five-and-a-half-day week from then until April 15th, with a
five-day week for the rest of the year (of course, there are some nights
and Sundays in addition). However, overtime is not a problem in a
small town; a man can go home for lunch and dinner.”
“In extreme cases overtime can run as much as 15 to 20 hours
per week; on the average, assistants work 150 hours per year over
time; seniors 275; managers 195.”
“Our staff doesn’t put in any overtime.”
“Staff men in our firm still average 20 Saturdays a year.”

b. Travel—The amount of out-of-town travel varies considerably
among firms, and also am ong personnel within firms. Some feel it is

no longer a problem, but others cite it as a factor which prompts
some young men to leave the profession.
“Staff men average 20% travel away from home. Although we
give no compensatory time off for overtime, we will tell a man to stay
home if the work is slack—just a day or so at a time.”

20

“When a man is out of town on a long trip, we put him on a per
diem basis, which enables him to take his wife at our expense. Some
men make a ‘tour’ of some out-of-town engagements and they and
their wives actually look forward to it.”

c. Status Considerations—Apart from such elementary considera
tions as sufficient working space, light and supplies, working condi
tions involve “status symbols” which are important to employees.
Titles, the location of offices, the condition of office furnishings—all
these are symbols of a man’s position and progress in a firm.
Firms questioned in the survey reveal widely diverse attitudes
toward “status symbols.” Some take the position that “hired help
must be kept in line.” Others make special efforts to create a pro
fessional approach and atmosphere throughout their offices.
“It is important to call new men ‘assistants’ rather than ‘juniors’
and ‘semi-seniors.’ Otherwise you create an artificial hierarchy which
serves no purpose, but can cause morale problems.”
“The new college graduate is considered a member of the staffno attempt is made to distinguish between juniors, seniors, etc. He
continues to be a staff member until he becomes a partner. We do
all we can to minimize distinctions between partners and staff.”
“We consider a man a junior for about the first two years. When
we change his classification it is only for our own records and for
purposes of billing clients. The man knows he’s getting along as he
gets more responsible assignments.”
“The only people who have private offices are partners. All our
other staff, including seniors and supervisors, work in the same room.”
“Our seniors have their own private offices, and we have separate
staff rooms for semi-seniors and juniors. We are against the ‘bullpen’.”
“The junior starts without having any definite work place—does
his work at any table that may be available. Some of them must feel
like ‘lost souls,’ but we don’t have the space available.”

The interviews indicate these factors to be considered in the area
of working conditions:
1. A staff “bullpen” may appear to make supervision easier,
and may be necessary because of space considerations, but it does
not promote individual efficiency or high morale.
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2. Although overtime and travel is decreasing, it remains exces
sive in some firms.
3. The need for “status symbols” is too often ignored. Although
salary policies and the type of work assigned to a man are more
significant, the partners’ concern for the staff as professional asso
ciates strongly affects morale and efficiency.
4. The attitude of the wife of a staff man is increasingly im
portant. Formerly, most young employees were single. Now that
many recent college graduates are married there is a growing reluc
tance to travel or put in overtime for extended periods.
Opportunities for Advancement

The long-range success of any practice depends on the firm’s
ability and willingness to provide superior men with increasing re
sponsibility and recognition. It is not surprising, therefore, that virtu
ally all the firms claim that partnership opportunities are available
in their organizations. Actually these opportunities, in some cases,
seem to be limited or long-deferred.
Traditionally, the status of partner represents the goal of the
ambitious young staff man and is the mark of arrival in the pro
fession. He now assumes personal responsibility in the eyes of the
public for his actions and those of his firm. Nonetheless, the term
“partner” is sometimes applied to a man with such a modest interest
in the firm—or with such a highly restricted scope—that he may be
little more than a staff man who shares in a small way in its earnings.
When a man achieves partnership status, therefore, it does not mean
that the firm need no longer be concerned with his personal require
ments. (The relationship between partners is such a vital and complex
subject that a whole bulletin in this series will be devoted to it.)
Generally, good men advance rapidly during their first few years.
It is when a man becomes a senior accountant that he may reach a
career plateau.
Leveling off occurs in almost every field of endeavor. But one of
the major problems in public accounting seems to be that leveling
off is apt to start at an earlier age than other occupations—sometimes
when a man is still in his 20’s. This flattening of the “progress curve,”
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before the advance to partnership, seems to be a primary reason why
the accounting profession loses so many men at the five- or six-year
experience level.
To bridge the gap, the more successful firms do several things:
(1) they give the man increasing responsibility on more complicated
jobs; (2) they place him in charge of accountants working on several
jobs, and allow him closer contact and authority in dealing with a
client; (3) they use titles such as “supervisor,” “manager,” “prin
cipal,” or “associate”; (4) they may give him a bonus, based on the
overall earnings of the practice.
There is also a growing willingness to admit a capable man to
partnership when he is still in his early 30’s.
Here is what some firms have to say about the advancement
opportunities in their organizations:
“A new man is told that he can qualify for partnership as soon
as he demonstrates that he can carry and develop clients on his own;
we have no limit to the number of partners.”
“We never employ from the outside except for juniors—we always
promote from within (one of our strongest talking points). We hope
the new man will become a semi-senior in one and one-half to two
years and a senior in three to four years if he’s really top flight—our
minimum rate for seniors is $550 per month.”
“We have a firm policy (which we tell the people with whom we
are discussing prospects) against career staff men. We expect a man to
progress to the point where he becomes supervisor or manager within
seven years. We think this is a strong recruiting argument for the
outstanding people whom we want. On the average, the man becomes
a manager at age 30 and a partner at somewhere between 35 and 40.”
“We expect a qualified man to become an in-charge accountant
in five, six, or seven years.”
“We can tell the applicant that there is no ceiling to his earnings
(in our own minds we see him as possibly earning $15,000), and that
since World War II we have never had to hold a man back for lack of
opportunity.”
“Three of our seven partners were admitted at various times
during the last ten years. They were between 35 and 40 when they
were admitted.”
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“There are no present plans to add to the partnership. We feel
a large number of partners results in a number of individual prac
tices. The top seniors can make good money, since their income is
actually a percentage of the fees they produce. But we will probably
lose them in time.”
“Sales Appeals”

All firms consider training and advancement opportunities as
the most valuable things they can offer a prospective employee. Some
firms, however, cite other “sales appeals.” For example: the firm’s
general reputation; little travel; the chance to work in one’s home
town; the wide variety of clients and experience; individual treat
ment and close personal relationships.
One rarely mentioned “sales appeal” is the personal satisfaction
to be derived from performing an important professional service.
Many firms seem to feel that this is a less persuasive theme than the
“what’s-in-it-for-me?” approach. But the exclusive appeal to materi
alistic motives may detract from the significance of public account
ing in the eyes of outstanding college students.
Some specific comments on “sales appeals” include:
“Our strongest sales appeals include our reputation; our policy of
paying more than the market (and at the same time expecting more
from the junior); our policy of movement of people so that holes must
be opened up for advancement; opportunity to advance at as fast a
rate as the individual demonstrates.”
“Our major selling points are: we have top notch clients who are
just below the level of nation wide corporations; prestige of the firm
in the community; a really close-knit family group; name your own
starting drawing account; participation in profits immediately; oppor
tunity for partnership (when ready, and four or five partners will be
retiring soon); future growth.”
“Our four most important sales appeals are: we’re a growing firm;
we can provide individualized treatment—you can move ahead as fast
as you are able; we will subsidize you for a year or two; opportunity
is unlimited.”
“In a small firm like ours we can individualize—we don’t have to
follow a regimented pattern.”
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Staff Training
Despite the evident need for more and better accountants, staff
training appears to be largely a hit-or-miss proposition.
Little attempt has been made in many firms to guide the develop
ment of the junior, or to set standards by which progress can be
measured. Some firms are apt to look upon “training” as merely a
series of courses. They contend (with some justification) that the
organization of special courses are beyond their resources.
The responsibility for training is seldom centralized. Senior staff
accountants undertake the day-to-day training of the men under
them; but overall responsibility is rarely assigned to a specific indi
vidual. Only a few firms designate a partner or a top man in each
office as “staff training director.”
Off-the-Job Training

Here again the practices of the surveyed firms are widely dis
parate. Some of them hold full-fledged “schools”; others simply show
the “library” to a new man and suggest that he do some reading in
his spare time. Orientation periods range from a few hours to a few
days. Staff manuals, if they exist at all, are not always up-to-date
or used. It is not unusual for firms to pass along policies and practices
merely by word of mouth.
As might be expected, some of the larger firms offer this type
of program:
1. A new man is given—and is expected to study—facts about the
firm, a manual of audit procedures, Institute publications, and peri
odicals such as The Journal of Accountancy. With greater experience,
he is referred to more technical material.
2. Month-long training sessions are held for new men. They
cover firm policies and procedures, working papers, audit programs,
report writing.
3. Current developments in accounting are discussed at periodic
staff meetings. These are usually held during working hours, although
evening sessions are not unusual. One firm reports men average 25
hours a year at such meetings.
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4. Men are encouraged to take CPA review courses, either
within the firm or at a local college.
5. Selected staff members attend meetings that cover special
topics: taxes, management counsel, operations research.
Many of these devices are adaptable by all firms. But they are
used only sporadically. A few conduct the “Michigan auditing
course”*; several report success with a tax course given via longplaying records. Staff men are seldom sent to outside classes, and
staff meetings seem to be planless and irregularly held in many firms.
Although there is agreement that practical experience is vital
in staff training, many smaller firms tend to discount the value of
off-the-job training. Because few of them have made sustained efforts
to develop an effective approach to this area of training, they are apt
to be disappointed in the results.
On-the-job Training

All of the interviewed firms subscribe to the doctrine of “learn
ing by doing.” The “how” of this was a different matter.
Although a new man is assigned to an engagement as soon as
feasible, both for the sake of his experience and productive contribu
tion to the firm, there was little agreement on method. Some firms
tend to keep a new man on elementary work. Others expose him early
to progressively complex assignments.
Primary responsibility for on-the-job training falls on in-charge
accountants. Three major approaches are used.
Some rotate new men among their seniors. If the seniors can
offer a variety of work, this has its advantages. “Rotation” may, how
ever, mean merely doing the same thing for a different client under
a new supervisor. Its basic disadvantage is the diffusion of effort and
responsibility in developing the new man.
Other firms assign a new man to a specific senior as part of his
“crew” for an indefinite period. The senior has a strong incentive
to bring the man along as fast as possible—to get as much help as
* Charles Lawrence: A Study Guide for Beginning Accountants, New York, Amer
ican Institute of Certified Public Accountants, 1957.
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possible for the “crew.” But the new man sometimes gains expe
rience only in a limited area for a limited variety of clients.
Several firms combine these approaches by assigning a junior to
a specific supervisor for a given period of basic training. Then he
is made available as needed.
Few firms have done much to train their seniors in the technique
of training others. An in-charge accountant may have technical
skill, but not be adept at imparting it to others. (A series of sug
gested instructions, dealing with on-the-job training, appears in the
appendix on page 60-62.)
Experienced staff members seem to receive little, if any, directed
continuing training. One firm has a one-week annual meeting for
new in-charge accountants; a few hold special staff sessions for expe
rienced men. Men are occasionally sent to outside courses (electronic
data processing, tax institutes).
Some senior accountants are, however, active in professional
affairs. Building a close working relationship between seniors and
partners serves, in some firms, as a foundation for informal training
on an individualized basis.
“When a new man is assigned to a client he is instructed to review
the files on that client and look over the previous reports. Before going
out on the job, the senior will sit down with him for a number of hours
and go over the previous working papers and discuss any problems
involved in the engagement.”
“We make juniors stick to junior work for about two years, when
he may be given a very small, simple jobber account with a lot of
inside work. We use this as a test of how he is coming along. We are
sometimes criticized for not giving our men more responsibility, but
this practice is our responsibility and liability and we can’t afford to
take any chances.”
“After three days of indoctrination within the firm, he is assigned
to a crew. These people practically live together on the job, get to
know each other well, and training just naturally happens.”
“We expect the man to use his time between assignments to de
velop himself, but we don’t try to police the way he does it. It is up to
his own initiative.”

“We do not try to plan the kinds of assignments the assistant gets
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in his on-the-job training. However, the way our business has been
expanding, and the way he works with a small team of usually not
more than three men means that he is forced to get more and more
responsibility.”
“It is highly desirable to make sure that the young trained college
graduate actually gets a taste of challenging work as soon as possible.
We try to plan this.”
“We have staff meetings one night per week starting in September
and running until December and starting again after peak is over in
April (in addition to special meetings when necessary); all partners
attend these meetings.”

Appraising Performance and Follow-Up
No firm can function effectively unless the partners know the
abilities, potential and limitations of their staff, and are in a position
to measure the results accomplished. This requires rating standards—
both for the individuals per se, and in comparison with other staff
members in the firm.
Yet few firms seem to have established performance standards.
Even a partner in a small firm, who may work closely with inexperi
enced men, is seldom completely familiar with the work of all his
staff. Thus the responsibility for appraising performance often rests
with the senior accountants. Do they know how to appraise the per
formance and progress of their crews? Are they able or willing to
be frank and objective?
Some firms have rating forms to be filled out after each major
engagement by the in-charge accountant. (Examples of the rating
practices of two firms appear on pages 53-59 of the appendix.) Formal
written reports may not be necessary in small firms. But unless the
important factors are clearly established and understood by all con
cerned, proper evaluation cannot be made. One fact seems clear;
much work remains to be done in determining the proper weight
to be given to the various skills required for success in public
accounting.
Progress reviews are held semi-annually or annually in many
firms and are usually synonymous with salary reviews. Other regu
lar meetings with a staff man are virtually non-existent unless a par
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ticular problem arises. Most of the interviewed firms were not happy
about their results in effectively measuring the performance and
potential of their men.
“Our partners get together once a year to discuss salaries. Since
all but one of us do field work, we have a pretty good idea about how
the men have been doing. If we don’t know too much about a man,
we might call in one of the seniors who has worked with him and ask
his opinion about the man.”
“We tell the new man that he will be rated every three or four
weeks by the man for whom he works, and that this rating of the senior
will also be reviewed by the manager. This helps tell him no one
person can impede his progress.”
“Each senior accountant grades all of his people on six or eight
factors on each assignment. The senior does not talk to the man about
his rating but he will, of course, discuss things he is doing badly, and
we hope he gives him a kind word or two on things that are going
well.”
“We don’t try to formally appraise the individual’s progress—at
the right time, M r.............. makes up what he thinks is an appro
priate salary recommendation and then checks this with two or three
of the partners who ought to be familiar with the man—they may
check with some of the seniors who have supervised the junior.”
“The new man does not really hear anything from anybody about
how well he is doing until I talk to him. I review all people every six
months up to the place where they’re earning $6,000 or $7,000, and
annually after that. Before doing so, I have the ratings of all the seniors
who have supervised the junior.”
“Sometimes when M r..............assigns him to a new job, this gives
him a chance to pass the time of day with him, to ask him how things
are coming along, etc.”

The Staff Man as Part of the Firm—Part of the Profession
Only a limited number of firms are engaged in a conscientious
effort to make staff members feel that they are professional colleagues
—an integral part of the firm rather than hired hands. Some firms
foster this state of mind through informal working relationships and
the general treatment accorded the staff: occasional parties, lunches
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and Christmas gifts. Although “socializing” can and often does play
an important role, it can be merely a paternalistic gesture. Staff men
are sometimes encouraged to participate in professional activities
with the firm’s financial aid. But this is usually limited to CPAs, and
the man who has not qualified is often left on the “outside.”
Here are some of the attitudes expressed:
“I don’t have any time to make a big fuss over some of these guys
who think the world was made for them. When they can show me
that they have become good accountants, I’ll regard them as ‘col
leagues’ but until then it just isn’t true.”
“I know what you mean but I can’t think of anything we do and
I guess we don’t know how to do it.”
“All members of the firm are actively encouraged to participate
in professional, civic and public affairs. Most of the things we do are
specifically directed toward making the new person quickly feel part
of the firm and part of the profession.”
“We provide no contact on the part of the junior with the partners.
We deliberately leave him adrift while he makes his own way.”

It appears that many firms could make more conscious efforts
to see that newer men feel that they “belong” to the profession. This
is an important consideration to a man in the process of choosing a
career.

Problems in Retaining Good Men
Most firms are not satisfied with their ability to hold high caliber
men in their organizations.
Those that meet competitive starting salaries fill their openings,
but feel that public accounting is not attracting its share of the better
graduates, partly because of the routine repetitive work given new
men and partly because of the overall level of staff compensation.
M any firms feel they cannot compete with the salaries offered

experienced men by industry. They suffer a high turnover rate among
men with four to seven years of experience. One major firm reports
an annual loss of almost 100 senior accountants, mostly to industry.
Travel, excessive overtime, type of work being performed, lack of
opportunity to advance are other factors cited as causes of turnover.
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(Transfers to other accounting firms represent only a small percent
age of turnover.)
Firms able to minimize the “senior accountant plateau,” and to
provide evidence of steady progress with some participation in the
earnings of the practice have been the most successful in keeping
qualified men.
Some comments on this problem of keeping good men:
“We lose some of our best men to our own clients—perhaps one
every year. You know, you can’t refuse a client who wants one of your
own men.”
“We have lost a couple of juniors to other accounting firms. We
think that when this happens it is usually for such reasons as: able to
get broader experience in auditing bigger businesses with a larger firm;
more money; more jobs with supervisory status.”
“In general, our attitude is:
a. Give the man a drawing account large enough to maintain standard
of living and self-respect.
b. We try to do whatever should be done in keeping with the needs
of human dignity.
c. We’re all dedicated people—we hope it’s contagious.
d. We get together and agree on how to solve our problems—we are
a partnership, a team.
e. We do anything we can do to help a young man’s professional
development.”
“We believe one of our responsibilities is to come through with
commitments which we make the young person; it is important for
the accounting profession to behave like a profession and not just
talk about it.”
“Perhaps we are too commercial in our approach to our work;
and if a staff man cannot feel he is in fact a professional man, who can
blame him for going with another ‘business’ where he can get more
money?”
“One of the biggest problems is the lack of prestige, in large part
due to the fact that many CPAs are not doing really professional
type of work.”
“Young men today don’t have a strong enough feeling about the
appeal of the profession, and I think colleges and universities are
partly at fault. They don’t build up the career as a profession.”
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“College graduates are too security-minded and too many of them
see public accounting work as a stepping stone to work in other busi
nesses. If we could only see some way to get these young men to
recognize the tremendous opportunities in accounting! Very often
when a man accepts a job with one of the firms that are clients of the
accounting firms, he is just at the point where he is going to get a pro
motion within the firm. He leaves at exactly the wrong time. I wonder
what we can do about this.”
“From the social standpoint, accounting is not yet accepted as a
profession in the same way as law and medicine, so we can’t appeal
to students in the same way that other professions can.”

Survey Conclusions
If we can assume that the views expressed by this small sample of
firms hold fundamentally true for the profession as a whole, some
tentative conclusions may be drawn.
One of the urgent problems of the profesion is to attract talented
young men to its ranks and to retain them when they have gained
experience. The approaches of those firms which have been most
successful in meeting this problem appear to have these elements in
common:
1. Personal concern for and attention to the staff by the top
partners and acceptance of responsibility for helping young account
ants to develop.
2. An understanding of the competitive salary market for college
graduates, and a willingness to meet it by subsidizing desirable young
men for a year or so.
3. A systematic program of recruiting, selecting and training.
4. Tangible and intangible recognition of the individual staff
member’s work; respect for his personal dignity; treatment of him
as a professional even though he may be a beginner.
5. Planned efforts to provide opportunity for staff members to
learn, advance and grow.
6. A planned program for making other things beside salaries
(fringe benefits, working conditions, etc.) reasonably competitive
with what others offer outstanding young men.
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7. Aggressive efforts to sell what the practice has to offer,
whether the firm is large or small—successful small practices have
shown that they can compete effectively in the manpower market.
Many firms appear to accept the personnel situation as an ines
capable burden. Obviously it can be difficult for accounting firms to
compete with business and industry for men on a financial basis.
Yet this emphasis on economics overlooks the existence of other
human wants which a profession can often better meet: opportunities
for public service, professional recognition, community prestige,
personal work satisfaction. These advantages are available in public
accounting. Nonetheless, most firms do not emphasize the fact, either
because they underrate the significance of these appeals, or under
rate the prestige of accounting as a profession. Greater stress on its
professional nature, both by schools and firms, would illuminate the
sound reasons for pursuing a career in public accounting.
Public accounting offers a demanding but rewarding career. The
professional accountant serves the interests of the general public
as well as those of his clients. He guards jealously his professional
integrity, his independence, his personal dignity. He expects to work
hard, under pressure—most days, some nights and weekends. How
ever, this is no more than is demanded of any dedicated person in
any profession or in any business who strives to be successful in his
chosen field.
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3. A Practical Program for Getting and
Keeping Promising Staff People

The survey revealed that many of the firms have their own par
ticular ideas as to personnel practices. This is a natural result of
variations in the size of the firms, the services rendered by them, their
geographical location, and the personalities of the partners. It would
be impractical, therefore, to suggest a detailed personnel program
designed to meet the needs of every accounting firm.
But there are certain basic principles which characterize the
approach of those which feel they have met with more than average
success in coping with staff problems. This section will analyze some
of these common principles—which are similar to those followed by
the managements of many major corporations. Any firm, regardless
of its size or special problems, ought to be able to test them against
its own policies and practices.
These factors will be approached in a five-step program:
1. What do people expect—and need—to get from their work?
2. What objectives must an accounting firm establish to meet
these needs and expectations, and thereby reach its own goals?
3. What policies with respect to pay, benefits, training, etc.
should a firm establish to enable it to achieve those objectives?

4. How can a firm organize to put those policies into effect?
5. What specific practices, procedures and techniques—based on
the previous four points—would best implement a firm’s program so
that it gets results in terms of employing and keeping good staff men?
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The Needs and Expectations of Employees
Of course, any staff man expects not only a reasonable starting
salary but a valid opportunity to increase his earnings as he increases
his value to the firm. Yet economic incentives are not all that matter.
Sociologists in recent years have found other powerful social and
psychological incentives. These incentives are particularly significant
in a profession whose employees traditionally serve the public interest
without an excessive concern for personal gain. Among these non
economic motivations are:
a. Emotional Security—An employee needs to feel that the
partners are good managers; that if he does his work according to
the standards of the firm, he will be reasonably secure in his employ
ment; that he gets a fair break in terms of advancement; that he knows
where he fits in, what is going on and why.
b. Belonging, Sharing—A sense that one shares in the overall
activities of a firm, that one “belongs” to the organization for which
he works is important to every individual. A man needs to feel that
he is an accepted and trusted member of his firm. Even more than
that, he also wants to know that he pulls his own weight and shares
in the overall activities. He wants to be consulted about things that
affect him; he wants to know that his ideas and the way he feels are
taken into consideration.
c. Achievement—A man needs to know that he is doing im
portant work which uses his training and challenges his ability; that
his work is significant, interesting, varied; that he is making a pro
fessional contribution to his firm, to the client, and to the interests
of the general public.
d. Recognition—It is important in terms of work motivation to
give a man a word of appreciation or a sense of having done a credit
able job. He wishes to be treated as an important person; one who
can progress as far and as fast as his performance warrants; one who
has status in the firm, in the profession and in the community.
Provisions to satisfy these basic motivations contribute to a man’s
feeling of self-respect and personal dignity. A person likes to be
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treated as a mature individual; one who is respected; one who does
not have to worry about saving face to protect his status.
These are the needs of grown men—not children. There are still
some business and professional men who think these things are theo
retical and impractical. Others admit their reality but feel “you can’t
afford to be soft in business.” However, these needs are often more
powerful incentives than material rewards.
It is admittedly difficult for the businessman to take these emo
tional forces into account in managing his organization. It requires
constant self-discipline to keep in mind the importance to each staff
member of his personal sense of security, achievement, belonging
and self-respect. It means thinking in another person’s terms.
But the practical-minded executive knows that these needs and
drives are essential elements in all business relationships involving
people. It is not out of soft-heartedness that top management in
progressive corporations throughout the country make determined
efforts to satisfy the emotional needs of their employees. It is just
good business.
There seems little reason to doubt that it would be profitable for
every accounting firm to check its personnel policies and practices
against these work incentives, and to determine the extent to which
it is satisfying them.

The Objectives of the Firm
Management, no less than its employees, must have a set of career
goals. The accounting firm needs to know where it is going and how
it is going to get there—and these questions of professional growth
ought to concern every member of a firm, from the top partners down
to the newest staff member.
One of the best ways for an organization to think through its
objectives is to put down in writing a set of guideposts for all of its
executives and employees. Here are a series of suggestions for the
objectives that a progressive firm might include in its program:
1. The three chief aims of a firm are: (a) to serve clients effec
tively; (b) to protect the interests of the public; and (c) to earn a
reasonable, satisfactory income.
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2. To achieve these aims, it is necessary for a firm to satisfy the
emotional and material needs of the people who share in its work.
3. There must be competent managerial direction for the firm
to attract and retain qualified, ambitious people.
4. A firm must constantly improve its effectiveness. This can be
done only through systematically developing the effectiveness of its
professional staff. The proper development of staff will strengthen
present and future performance, secure and develop the necessary
number and quality of new employees for future needs, and guar
antee each qualified individual the training and advancement essen
tial to his growth.
This is only a suggested list. However, in one form or another,
most of these ideas are reflected in the objectives of forward-looking
businesses today. For a public accounting firm which has both pro
fessional responsibility and economic goals, most of these objectives
would seem to be essential.

Personnel Policies
The existence of an overall management policy on personnel
practices is inevitable. In some organizations these policies may be
implicit, and evidenced only through the daily actions of the partners.
In the long run, however, it will be more effective for a firm to be
explicit about its personnel policies—to think through in written form
its basic attitudes in these nine areas: general policies; employment;
promotion and advancement; retirement and separation; pay; bene
fits; working conditions; training and development; communication.
In each of these areas there are a number of questions that a firm
may find it profitable to ask itself in terms of setting out its specific
attitudes. A suggested checklist for an overall policy study appears
in the appendix (pages 46-52) of this bulletin. It covers, within the
nine areas outlined above, specific situations where a definite policy
may be advantageous. Perhaps no firm will need or want to have
formal policies in each of the areas explored in the checklist. But it
will be worth the effort for any firm, regardless of size, to determine
—at least in an informal manner—its position in each of these areas,
and the reasons for adopting each policy.
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Personnel policies are not developed in a vacuum. Before they
are finally adopted, it is wise to check them against the needs of
employees discussed above; to check them for consistency with the
objectives of the firm; and to check them against each other for in
ternal consistency.

The Organization of the Firm
It is clear from the survey that the pressure of client demands
can result in situations where the task of staff development is either
slighted, or camouflaged under the assumption that “we are all re
sponsible for developing staff people.”
It is good practice for a firm to assign the function of professional
staff development to a single individual, regardless of the size of the
firm itself. In a large organization this may well be a full-time job. In
a smaller firm, the person responsible for staff development may have
other responsibilities as well. The important thing is to delegate the
responsibility for staff development to someone so that it does not
get fragmented, or buried under the pressure of daily work.
The assignment of this responsibility to a specific individual does
not necessarily release the other executives of the firm from consider
ing it as their charge, too. But even in a firm with no more than two
or three partners, it is important to clarify the responsibilities of all
concerned with respect to the development of the professional staff.
There are varying responsibilities for staff development at vary
ing levels within the firm.
Partners—The chief function of the partners is to set the tone and
create the climate in which staff development can best flourish. On
the operative level, they determine the policies and needs of the firm;
they establish or approve overall plans of action for meeting these
needs; they assign responsibility to senior members of the staff for
carrying out the program; they follow up and monitor the results.
Partners demonstrate through their own behavior the high stand
ards of performance and character required for advancement in the
career of public accounting. Whether they realize it or not—and
whether or not it may embarrass them personally—they can and do
serve as a basic source of inspiration to the men who work for them.
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Senior accountants and other supervisors—With the help of the
executive who is in overall charge of the training and development
program, it is the function of the senior accountants and other super
visory staff members to set up the definite training plan for staff mem
bers. In addition to working with younger employees to train them
in practical accounting work, supervisors should contribute person
ally something to the professional growth of the younger men.
It is the function of supervisory employees to see to it that the
experience of staff members is gradually broadened. This can be done
by delegating assignments and responsibilities of increasing difficulty
to each staff member in order; or by arranging for special projects
that will carry the staff member beyond the scope of his regular work.
Reasonable standards must be established against which the
developing performance of a staff member can be measured. It is
important that the staff member understands these standards, and
that he knows how he is progressing.
Finally, it should be the responsibility of supervisory employees
to give whatever assistance may be necessary to staff members in
solving problems arising from job experiences. This is only a small
part of the supervisors’ overall responsibility to help each individual
advance to the full limits of his potential.
The staff member himself—Every employee has responsibilities
in connection with his own career development. He must, for exam
ple, determine for himself his goals in the firm and in the profession.
This must be accompanied by a realistic self-appraisal that matches
his own abilities against his desires. In doing so, the staff member will
find it necessary to equate the two. It, therefore, becomes his respon
sibility to learn, to practice and to work until he masters every aspect
of each new assignment.
Finally, the individual staff member has a responsibility to under
take off-the-job activities, on his own initiative, which will contribute
to his personal and professional growth.
Procedures and Practices
Having examined the needs of the employees and the objectives of
the firm, established its personnel policies, and assigned responsibili
39

ties for carrying them out, the firm is now ready to consider some of
the specific methods by which it can get and keep competent per
sonnel. Here is a partial list:
1. Take an inventory of:
a. What the firm is doing now.
b. The talents of its people.
c. The future growth of the firm.
2. Determine the present and long-range needs of the firm for
professional staff via:
a. A five- or ten-year plan, to the extent practicable.
b. In the framework of this plan, year-by-year needs.
3. Examine exactly what the firm is in a position to offer a poten
tial candidate in such areas as:
a. Specific opportunity for advancement.
b. Reasonably competitive pay.
c. Fringe benefits in terms of financial security and profes
sional advantages.
d. Pleasant working conditions.
e. A training plan which will help a staff member grow.
f. The reputation and growth potential of the firm itself.
(A list of some of the factors which job candidates consider most im
portant will be found in the appendix on page 63.)
4. Establish a definite plan of action which will meet a firm’s
needs as determined in “2” above. The plan should be simple, direct,
highly personal and systematic. Recruiting and training activity goes
on all the time; the real question is whether the activity is effective or
not. The removal of any barriers to the development of staff em
ployees, and the establishment of an atmosphere conducive to an
individual’s progress and to the progress of the firm, can turn mere
“activity” into purposeful growth.
5. Develop a definite plan for recruiting to fill the firm’s needs at
the beginning level. Such a plan begins with the decision on where
and when the firm will concentrate its recruiting efforts. Firms suc
cessful in obtaining competent new employees maintain close per
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sonal contact with their sources of manpower—such as colleges—on a
permanent basis, and do not come in and go out of the job market
solely because of immediate needs. A firm that becomes known as
an “in-and-outer” diminishes its chances of getting top-flight men in
good times. Use of internship, part-time and summer employment
programs help cultivate sources of talent and serve as screening
devices for future placement.
Next in the job program should be a systematic approach to the
job interview. The good interviewer—as well as the interviewee—is
aware not only of the importance of the interview but of its pitfalls
for those who have not carefully prepared for it. The interviewer
should realize that not only the candidate but the firm is “on trial”
during the interview. The object of an interview is not to harry the
applicant, but to obtain and to give information on a mature and
friendly basis. It should be remembered that the interviewer repre
sents the firm. He reflects the attitudes that the candidate expects to
face if he joins the firm.
The decision on a job applicant should not be made hastily. A
“quick hire” is apt to get only average and below average candidates.
Good men come harder. A visit to the firm’s office is becoming almost
universal practice.
In making final selection of a candidate all available evidence
should be used—interviews with more than one member of the firm;
college and work references (worth investigating in person or by tele
phone rather than by mail; and before, not after hiring); college
grades; test results where available.
6. Set up an adequate employee orientation system, including
employment records which are prerequisites to a systematic approach
to staff training and development. A new staff member should have
information on the firm’s objectives, policies, and the relationship
between his productivity and compensation. It is wise to assign the
new employee to a supervisor who is genuinely interested in and
capable of helping him m ake a good start.

7. Set up an efficient program of staff training and development.
This involves the training of seniors and supervisors in techniques
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of developing new employees and appraising their performance. It
includes a planned approach to on-the-job training, and a considera
tion of special off-the-job courses both within and outside the firm.
It also includes participation in civic and professional activities which
not only adds to the staff members’ status but furthers his training
and development; giving him work which will tax his ability as early
as possible; showing him how to look at each engagement as a whole;
using the vacations or absences of others as an opportunity to expose
the junior to more responsible tasks: providing the opportunity for
study to keep up with new developments; giving him special or
“start to finish” assignments on his own as soon as possible.
8. Maintain effective follow-up on new staff members. Not only
top partners but the staff member himself should be kept in periodic
touch with his development. A good supervisor discusses an indi
vidual’s overall performance with him both as a matter of keeping
the staff man informed of his progress and as a means of improving
his own ability to appraise personnel performance. This approach
also makes possible two-way communication—an exchange of opin
ions between the firm and the staff member. There should be early
opportunity for staff men to sit in on conferences between partners
and clients.
Salary reviews should be made at specific periods. Progress re
views should include not only what the firm thinks of the new man
but what the staff member himself thinks about where he is going.
Asking him to appraise himself and his progress sometimes brings to
light stronger, sterner appraisal than if it is done by his supervisor.
Finally, a follow up program should allow for special attention to
exceptionally talented people from whom the accounting firm expects
unusual progress.
9. Establish various “status” considerations such as personal
work areas, the use of business cards, memberships in professional
societies, the solicitation of suggestions and ideas from the junior
employees.
Other considerations include establishing professional titles
equivalent to or comparable with supervisory titles in business; pe42

riodic reports to staff members on how the firm as a whole is doing;
early profit-sharing participation in earnings of firm; reducing regi
mentation to a minimum.
The tasks assigned often have status significance. The intellectual
capacity of the accounting graduate is substantially above average.
The firm looks for intellectual competence as a major factor in select
ing the candidate. However, to a degree beyond that experienced by
his fellow graduates, the accountant often finds himself engaged in
work of clerical character without much opportunity to see the rela
tionship between what he is doing and the professional contribution
of the firm to the client.
The December, 1956 issue of the Journal of College Placement
contains a report by the University of Washington on “The Job
Satisfactions of Business Administration Graduates” some seven
years after graduation. Those in both public and industrial account
ing were significantly less satisfied with current employment than
those in other fields. “Graduates who have made careers in account
ing work have not found their jobs to be turning out as they had
expected at least with regard to the factors covered by this study.”
Accountants were most dissatisfied in areas of advancement, interest
in work, status in the organization, and working conditions.
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4. Conclusion

America’s population continues to grow. Its gross national pro
duct increases each year. The processes of its economy become more
complex. Under these conditions, there seems little doubt that oppor
tunities for CPAs will also continue to expand.
But many firms today cannot find enough staff sufficiently skilled
to satisfy even the needs of present clients for accounting, auditing,
tax and management advisory services.
Clearly, the key to the future of the accounting profession is its
ability to attract, to develop and to hold good staff men. This is not
an easy task. Yet it is by no means a hopeless one. On the contrary,
the survey discloses that some firms, large and small, have energeti
cally applied ingenuity and imagination to establish a program of
recruiting and training that will enable both the firms—and the pro
fession—to get and keep talented staff associates.
Current programs, as examined in the survey, reveal a wide range
of personnel practices among firms. This is as it should be. What a
firm does must be tailored to fit its specific needs and resources. Prog
ress in this area depends as much upon a state of mind, a point of
view, a personal philosophy, perhaps, as it does upon any specific
practice or device.
Yet the fundamental elements discussed in Section 3—elements
necessary to any sound program—can be applied by all firms, whether
they be multi-office national organizations or local practices with
modest staffs.
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Some of the suggestions offered may seem too extensive for a
small practice. However, they add up to no more than a systematic
way of doing things that the smaller firm must do anyhow. Every
firm has personnel problems. The fact that a partner with little staff
must do many things himself is no reason to discard progressive ideas.
The smaller firm, in one sense, has the edge—it can keep its relations
with staff people highly personal while the larger organizations must
develop forms and procedures to implement principles and attitudes
discussed in this bulletin.
The evidence compiled suggests that many accounting firms
would be well advised to take a searching look at their relations with
their staff and to consider ways of further improving their personnel
policies and programs. If the bulletin encourages this, it will have
furthered a basic purpose.
That purpose is to attract and to retain talented young account
ants, both for the immediate good of the firms who employ them and
for the ultimate good of the accounting profession.
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Appendix A
Checklist for Personnel Policy-making

The following list outlines a number of elements which should be
considered within each of the basic personnel policy areas. It is by no
means complete, but, modified in the light of circumstances within the
firm, it can serve as a basis for developing a sound program.

A. General policies
1. What are the firm’s ethical and social goals and standards?
2. Does the firm set high standards for candidates for employment,
and require high standards of staff performance? If so, is it recognized
that it may be necessary for the firm, in turn, to offer better than prevail
ing pay, benefits and working conditions?
3. Is professional staff development a necessary long-range function
of the firm? Does it require regular attention through good years and bad?
4. Does the firm delegate responsibility and the necessary authority
for action as far down the line as possible?
5. Is each supervisor or manager held responsible for the morale,
working conditions and general performance of staff members under his
supervision?
6. Is it the intent to establish definite standards for and means of
measuring the performance of each staff member? Is there a regular review
with him of his performance, goals, interests, problems and ideas?
7. Is it the intent of the firm to thoroughly examine and help resolve
any staff problem which develops from the work situation?

B. Employment
1. Will the firm review the qualifications for employment—in terms of
fitness for the job alone—of every individual who applies?
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2. What are the firm’s minimal educational requirements? College
graduate? Accounting major? Scholastic standing?
3. Is it the intent of the firm to place employees in jobs which will
enable them to use their highest skills and abilities?
4. What is the policy of the firm with respect to part-time employ
ment? Is it encouraged or reduced to a minimum? Is such part-time
employment an effort to furnish training for youngsters in school and
college, or to level out seasonal peaks, or both? What about the use of
internship and work-study arrangements?
5. Will the firm employ women in staff jobs?
6. What is the firm’s policy on the employment of relatives?
7. Does the firm have a definite policy about employing qualified can
didates who are eligible for early service in the armed forces?

C. Promotion and advancement
1. In general, is it the intent of the firm to make it possible for the
ambitious, talented individual to progress as far and as fast as he can?
2. Do partners regularly review each individual’s progress with him?
3. Does opportunity for advancement extend all the way to partner
ship? Is there any arbitrary limit on number of partners?
4. Apart from potential future partners, is the firm interested in
“career” staff people who will remain at lower levels of responsibility?
5. Does the firm fill all openings above the beginning level through the
promotion of qualified staff people? Does it bring someone in from the
outside only when the vacancy cannot be filled through promotion?
6. Does the firm offer opportunities for promotion to any qualified
staff member regardless of his apparent irreplaceability in his present
assignment?
7. Is promotion and advancement based on merit? Is length of service
a factor?
8. Are all available candidates for promotion thoroughly considered?
Are those who are not selected given an explanation of their candidacy
and of how they can improve their eligibility for the next opening?
9. Is a staff member’s potential determined by a single individual or
does it reflect the combined judgment of several supervisors or partners?
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D. Retirement and Separation
1. Is there a “normal” retirement date for staff men? For partners?
2. If a staff member is found unsuited for the job to which he has been
assigned, is an attempt made to transfer him to more suitable work?
3. Is each separated employee given a full explanation of the reasons
for such action? Is he helped to get employment elsewhere?
4. Does the firm have policies on the amount of advance notice,
severance pay, etc.?
5. Does the firm have similar policies with respect to employees who
resign in good standing?

E. Compensation
1. What is the firm’s policy with respect to general salary levels?
Competitive with prevailing levels for similar jobs in professional account
ing in this area? Higher? Lower? Competitive with similar jobs in private
industry?
2. Does the firm attempt to maintain equitable pay differentials be
tween jobs reflecting their difficulty, responsibility and relative importance
within the firm?
3. Is there a definite rate range (from minimum to maximum) for each
job level? Is the maximum an absolute ceiling?
4. Is there a definite relationship between a staff member’s compen
sation and his contribution to the firm in terms of client billings?
5. How often is the salary progress of a staff member reviewed during
the first year or two? Thereafter?
6. Is salary progress based entirely on merit? Any automatic progres
sion during the first year or so? Any consideration of length of service?
7. Is there any provision for subsidy of a promising individual during
his early period with the firm, until he reaches the place where his services
earn their way?
8. Is there a standard hiring rate for all beginning staff members? Or
is it modified to fit the individual’s background and qualifications? Any
special premium for MBA? For age and family responsibilities? For
previous business experience? For special, applicable experience in the
armed services?
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9. Is there any minimum differential between the earnings of a super
visor and the highest rate paid staff members whom he supervises?
10. Is the individual’s base salary or drawing account fair and ade
quate compensation, independent of the net earnings of the firm?
11. Is there any incentive compensation based on performance?
12. Is there any bonus at Christmas or other times? Based on length of
service? Discretionary? To compensate for special extraordinary projects,
assignments or performance during a single year which are not expected
to be recurring?
13. Is there any provision for participation in the earnings of the firm?
How soon? At what level? On what basis—predetermined share or discre
tionary determination at end of year?
14. Does the firm pay for overtime? Daily? Weekly? Special peak
periods? None (if sharing in profits)? Straight time? Time and one-half?
Equivalent time off to compensate? If paid, up to what level?
F. Benefits
1. Does the firm offer financial security through:
a. Illness insurance? Or special pay allowance made by firm for
illness and injury?
b. Hospitalization insurance?
c. Major medical (catastrophe) insurance?
d. Accident insurance while traveling?
e. Provision for retirement through deferred profit sharing, pen
sion fund, etc.?
f. Group life insurance? Institute program? Supplementary insur
ance?
2. Do professional advancement opportunities include time and/or
expense allowances for:
a. Preparation for CPA examinations?
b. Membership in State Society? American Institute? Others?
c. Committee work in professional societies?
d. Attendance at professional meetings?
e. Membership or leadership in civic and service groups?
f. Outside training? Evening courses in local colleges? Special tax
institutes? Summer management institutes?
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3. Does the firm provide other benefits such as:
a. Provision for leave of absence and specific benefits for employees
in service of armed forces?
b. Vacations? Any increase based on length of service?
c. Time off for personal business?
d. Pay for jury service?
e. Supper money (if no overtime)?

G. Working conditions
What are the firm’s policies regarding:
1. Hours:
a. Regular, year-round?
b. Peak periods?
c. Weekend work?
d. Any special summer hours?
e. Holidays?
f. Other provisions?
2. Travel:
a. Amount considered to be normal?
b. Any normal limits per staff member?
c. Spread equally among staff or allocated to people most interested
in travel assignments?
d. Provisions for return home on weekends?
e. Provision for wife to accompany husband on long assignment
away from home?
3. Physical working conditions:
a. Bull-pen? Smaller shared offices? Private offices at what levels?
b. Own work place, desk, etc.?
c. Clerical help provided?
4. Status:
a. Any special efforts to identify and recognize staff members as
full-fledged members of the firm earlier than partnership? At
what levels?
b. Titles? “Juniors,” “Semi-seniors,” “Assistants,” “Staff Mem
bers,” “Supervisors”?
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c. To what extent do staff men at various levels have authority to
represent the firm with clients and other organizations?
5. Special firm activities:
a. Service recognition activities? Service pins? Dinners?
b. Outings, tournaments, etc.?
c. Other group efforts away from work?

H. Training and Development
1. Is there a conviction that the skills and abilities required of pro
fessional accountants can be learned and developed?
2. Does the firm believe that training and development are more im
portant than initial selection; that most people, regardless of the qualifica
tions they bring to the job, have the capacity to grow?
3. Is it recognized that “experience” alone does not automatically
increase in value with the passage of time; that two years of unplanned
experience may only repeat eight times the training received during the
first three months?
4. Are the efforts and results of supervisors in developing people
assigned to them considered to be important factors in their own perform
ance and taken into account accordingly?
5. Is there a deliberate attempt to expose staff members to problem
situations in the course of their training (since people learn better when
they are faced with problems)?
6. Since people learn through making mistakes, is it understood that
mistakes made while learning are not held against a staff member unless
repeated?
7. Is it the intention of the firm to use all possible avenues of train
ing, including:
a. Personal coaching by supervisors and partners?
b. Planned experience on the job?
c. Special projects and other planned experience away from regu
lar job?
d. Other off-the-job training within the firm?
e. Planned experience outside the firm, such as community drives,
participation in other civic affairs, professional groups?
f. Outside study? Complete or partial tuition refund?
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I. Communication
1. General—is it generally understood that:
a. Good communication is not just more and better information—
that what is said is received and accepted only in an atmosphere
of trust and confidence?
b. The way we follow up and follow through; the things we do or
don’t do communicate more than the things we say?
c. Plain, face-to-face talk is frequently more effective than official
communiques?
2. Consulting, notifying people in advance—is it the intent of the firm:
a. Whenever possible to consult other people affected before action
is taken?
b. If this is not possible, at least to explain why after the fact?
c. To make sure that information about the firm is given to staff
members before they hear it from outsiders or read it in the
press?
3. Official instructions—is it the intent of the firm:
a. Wherever possible, to explain the purpose, reasons for orders,
instructions?
b. Normally to issue instructions through chain-of-command with
out by-passing the staff member’s own supervisor?
c. To give important, complex instructions both personally and in
writing?
d. Except where emergency prevents, to provide for two-way com
munication in order to make sure that instructions have been
understood and accepted?
4. Upward communication—are there specific provisions for sugges
tions and questions?
a. Is it understood that every upward communication requires an
answer—a report back to individual or group on action taken on
suggestions, questions, grievance (or reason why action is not
possible)?
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Appendix B
Sample Rating Forms and Instructions
1. The Checklist Form
The following report used by Price Waterhouse & Co. is made for
each staff man at the completion of every assignment. Although this type
of rating form is most effective in achieving uniform standards of compari
son for large staffs, the factors analyzed and the criteria for determining
relative performance should be of interest to all practitioners.
Personnel Report
Report o n .......................................
Length of service.............................
Issued t o ..........................................
Assignment ...................................
Interim □
Year-end □
Reviewed by
...............................D ate..................

Dates engaged
on
assignment

(begin..................
( end..................

Prepared b y ...............................
(Rater sign here)

...............................D ate..................
Partner

Manager

SECTION ONE
(See instructions)

(A) On this assignment, how many assistants did he supervise?. . (A) □
(B) How many times has he worked on this examination
(including this tim e )? ................................................................(B) Q
(C) Was the work assigned to him (1) very complex
(2) moderately difficult or (3) relatively easy?...................... (C) □
(D) Grade the staff member on each of these items by number
as indicated in the instructions:
(D)
(1) Auditing (excluding internal accounting control)
aptitude and im agination.............................................. (1) □
[See instructions for other listed items]

(E) On another of your assignments, would he be (1) desirable
(2) acceptable or (3) would you prefer another staff
member? ...................................................................... .............(E) □
(F) Classify the staff member on the basis of the work you think
he is now qualified to perform: (1) Senior (2) First assist
ant or (3) Second assistant. (Refer to instructions)............. (F) □
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(G) In that classification, would you grade him (1) heavy or
(2) lig h t? ................................................................................... (G) □
(H) Are his prospects of advancement (1) excellent (2) good
(3) limited or (4) uncertain?.................................................. (H) □
For personnel department
Date is s u e d .................................Date re tu rn e d ..............................
R eview ed..................................... Posted ...........................................
SECTION TWO
(Comment on these matters in Section Three)

Yes

A. Have you discussed with the staff member:
(1) Good work he has d o n e ? .............................
(2) Poor performances? ...................................
(3) Correctible deficiencies?............................
(4) Means of correcting deficiencies?...............

.........□
.........□
.........□
.........□

B. Was staff member’s reaction to your comments
(1) Very A ppreciative?.....................................
(2) Receptive? ..................................................
(3) Indifferent? ..................................................
(4) Antagonistic?................................................

.........□
.........□
.........□
.........□

C. Have you noticed improvement since
your discussion with staff member?

Yes

No

□

□

No
□
□
□
□

No Opportunity
□

SECTION THREE

Please give information that will assist in appraising and counseling the staff
member, including (but not necessarily limited to) comments about the nature of
the job assigned to him and his capacity for assuming greater responsibility. It is
extremely important that your comments furnish a full explanation and justification
of exceptionally good or unusually poor ratings indicated by your answers to the
questions in Section One. Specific illustrations are more helpful than general com
ments. Unusually poor ratings in Item D of Section One (several 4’s) should be
amplified by comments such as: deficiencies will probably be corrected with more
experience or are capable of being corrected by other means (specify, if possible),
consideration should be given to possible outside placement, or other comment. If
the space below is insufficient to provide a full report, continue your comments on
report paper and staple to the form.

Your comments
Manager’s or partner’s comments (Please state, among other things, how
well you know this staff member)
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INSTRUCTIONS
For Completing Personnel Report

G E N E R AL
The personnel report should be filled
in and returned immediately after com
pletion of the work, whether interim or
year-end.
Report solely on the basis of your per
sonal knowledge as a result of the staff
member’s participation in this assign
ment. Your appraisal should be made in
light of length of service and prior ex
perience. Consider this report carefully
since it will have an important bearing
upon the firm’s final rating of the staff
member.
The purpose of this report is to obtain
information as to the level of work the
staff member is now qualified to perform
as well as his prospects of advancement.
This report is necessary primarily for
management purposes (adjustment of
remuneration, promotion, etc.); how
ever, it is also intended as a means of
summarizing information as to deficien
cies, etc. which will assist you and others
in effectively counseling and training the
staff members.
Two common errors in rating are a
tendency to be too lenient and a tendency
to rate high on all items if the staff
member is judged to be high in one
characteristic. Awareness of these pitfalls should enable you to guard against
them by careful observation and ap
praisal.
SECTION ONE
A ll questions in this section are to be
answered by inserting a number as in
dicated on the form or in these instruc
tions. The following comments may help
you in answering certain of these ques
tions.
Question (B)
For the purpose of answering this
question, interim and year-end work are
to be considered as only one examina
tion.
Question (D )
The personnel report has been ar
ranged, for these sixteen items, so that
the rater can enter a number from 1 to 4
for each item on the basis of the follow
ing descriptions. The number o f the

category which most nearly fits the staff
member’s abilities should be inserted on
the form.
Number 5 should be used when the
item is not applicable under the circum
stances.
Number 6 should be used when there
has been no opportunity to observe the
staff member’s capabilities with respect
to that item.
Numbers from 1 to 4, to be used in
the appraisal, may be defined generally
as follows:
1—excellent; 2—good, better than aver
age; 3—average; 4—below average.
(D -l) Auditing (excl. internal ac
counting control) aptitude
and imagination:

1. Learns rapidly; has capacity for
doing many high type assignments;
highly adaptable; has superior abil
ity to think clearly and arrive at
sound conclusions; very inquisitive.
2. Adaptable; capable of learning
much more; generally grasps new
ideas and retains information; has
worthwhile ideas of his own and
ability to make useful decisions;
inquisitive.
3. With normal instruction can do
related work satisfactorily; does
not require close check; well in
formed on certain phases; useful in
his daily work; mildly inquisitive.
4. Slower learner; requires more in
structions and closer check; slow
to adapt self to new situation on
job; has lesser ability to compre
hend, interpret or grasp new ideas.
(D-2) Internal accounting control
aptitude and imagination:

1. Has firm grasp of the elements of
internal control; has highly devel
oped ability to appraise the client’s
procedures; has imaginative ap
proach towards improving controls
and procedures; shows enthusiasm
for this phase of auditing.
2. Capable of applying usual stand
ards to client’s procedures; on own
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initiative makes fair appraisal of
effectiveness of controls; has capac
ity to learn by experience; shows
interest.
3. With normal guidance and instruc
tion is capable of making reliable
appraisal of controls; scope of
knowledge is limited to more usual
situations; is fairly interested.
4. Has difficulty understanding ele
ments constituting proper controls;
lacks flexibility in appraising differ
ent situations; needs considerable
briefing and review; would prefer
not to be bothered with internal
control.
(D-3) Knowledge of accounting:

1. Thoroughly understands basic ac
counting principles; readily adapt
able to unusual methods; compe
tent to deal with highly technical
matters; well acquainted with cur
rent accounting pronouncements.
2. Has good understanding of ac
counting principles; able to adjust
to unfamiliar methods; can deal
with most accounting problems; up
to date on current accounting liter
ature.
3. Has reasonable degree of account
ing knowledge; needs some help
with unfamiliar or more difficult
points.
4. Accounting knowledge is somewhat
limited; not familiar with basic
principles.
(D-4) Analytical ability and
judgment:

1. Has superior ability to reason in
telligently; uses sound judgment;
reaches conclusions logically and
rapidly.
2. Generally grasps situation and
draws correct conclusions; uses
good common sense.
3. Ordinarily tries to reach conclu
sions from concrete facts; generally
learns from experience.
4. Occasionally makes immature deci
sions; tends to jump to conclusions;
has poor sense of values.
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(D-5) Ability to grasp and adhere to
instructions:

1. Grasps instructions very quickly
and follows them exactly.
2. Better than average in grasping in
structions and adhering to them.
3. Generally grasps and follows in
structions.
4. Sometimes fails to grasp or follow
instructions.
(D-6) Ability to plan and organize
work:

1. Displays unusual ability in plan
ning and organizing work; most
effective.
2. Plans work intelligently; good or
ganizer; effective in difficult situa
tions.
3. Has average capacity for planning
and organizing work; effective in
normal situations.
4. Work is disorganized and not well
in hand at all times; shows lack of
planning.
(D-7) Acceptance of responsibility
and ability to complete
work:

1. Has exceptional sense of duty; very
willing to accept responsibility for
the job and see it through; needs
very little supervision.
2. Willing to accept responsibility of
job; needs little supervision.
3. Accepts responsibility but needs
normal supervision.
4. Does assigned work with some re
luctance; cannot always be de
pended on to see things through.
(D-8) Accuracy:

1. Gives proper attention to details;
conscientious and dependable in
doing job accurately.
2. Consistent in doing work exactly;
makes few mistakes; constantly
aims for greater accuracy.
3. Makes average number of mis
takes; makes definite effort to avoid
failings in accuracy.
4. Does not meet usual standards of
accuracy; tends to be careless.

(D-9) Efficiency:

1. Works very rapidly and skillfully;
has great capacity; does not hinder
others in their work.
2. Consistently high in volume of
good work; requires occasional su
pervision to insure good output.
3. Produces average volume o f good
work; has moderate speed; needs
normal supervision.
4. Below average in volume of good
work; is inclined to laziness; re
quires close supervision.
(D-10) Intelligence in preparing
working papers:

1. Working paper schedules and notes
are complete and can be readily
followed by reviewer; conclusions,
and reasons therefore, are clearly
stated.
2. Papers reveal satisfactory grasp of
important matters, but reviewer re
quires some supplementary ex
planations from staff member.
3. Papers reveal reasonable grasp of
important matters, but reviewer re
quires additional analyses, index
ing, reconciliations, etc., before he
can accept conclusions.
4. Papers show some indication of
important matters, but more than
normal follow-up by reviewer is
necessary before he can rely on
conclusions.
( D - l l) Competence in writing work
ing paper notes, memos,
etc.:

1. U nusually clear in expressing
thoughts and feelings; a master of
good writing techniques.
2. Writes well.
3. His writing is not distinctive but
usually presents the points ade
quately.
4. Has careless writing habits; does
not give sufficient attention to
writing.
(D-12) Ability to direct work of
assistants:

1. Has superior ability in recognizing
individual’s capacities when dele

gating work; excellent supervisor.
2. Capable supervisor.
3. Sometimes fails to recognize indi
vidual’s capacities when delegating
work; is satisfactory as a supervisor
in most situations.
4. Fails to realize how much work is
to be done; does too much of the
work himself.
(D -13) Ability to train assistants:

1. Has superior ability in training as
sistants to assume greater respon
sibility.
2. Very capable in training assistants.
3. Devotes some time to and is fairly
capable of training assistants.
4. Has little ability for training assist
ants; allows assistants to shift for
themselves.
(D-14) Attitude—i.e.: Cooperation,
reliability, interest,
loyalty, etc.:

1. Interest in job and firm is conta
gious; offers to help others on his
own initiative; seeks advice from
supervisor; offers worthwhile sug
gestions.
2. Generally boosts job and firm; fol
lows orders cheerfully; good teamworker.
3. Accepts firm’s policies and carries
out instructions; accepts criticisms
o f supervisor without resentment;
follows suggestions.
4. Loath to obey instructions and
firm’s rules; cooperates when he
has to; indifferent attitude to super
visor’s suggestions; not inclined to
help others.
(D -15) Ability to develop good will
and respect of clients and
others:

1. Well-liked; creates excellent im
pression; highly regarded.
2. Gets along well; makes good im
pression; is respected.
3. Likeable; has no difficulty in deal
ing with others.
4. Somewhat ill at ease; not too force
ful.
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(D-16) Working characteristics when
under pressure:

1. Works very well under pressure.
2. Works well under pressure.
3. Usually turns out satisfactory work
under pressure.
4. Tends to become rattled; as a re
sult, speed and accuracy not up to
usual level.
Question (F )
Staff members should be classified in
one o f the three categories indicated
based upon the following definitions. It
is not necessary that the assistant should
have performed on this assignment at
the level indicated if it is your appraisal
that he is capable of more advanced re
sponsibility.
1. SENIOR—Competent auditor and ac
countant who has the ability to or
ganize, supervise, and successfully
complete one or more assignments
requiring three or more assistants; is
interchangeable on assignments; has
good business judgment; and has
ability to train assistants and to main
tain satisfactory relations with clients
and staff members.
2. FIRST ASSISTAN T—Competent au
ditor with good working knowledge
of accounting who has the ability to
supervise and complete small assign
ments or important segments of large
engagements requiring one or more
assistants; is well grounded in the
preparation and use o f working
papers, and conscious of the respon
sibility to train assistants and to main
tain satisfactory relations with clients
and other staff members.
3. SECOND ASSISTAN T - Assistant
who has not yet acquired first assist
ant qualifications.
Question (H)
Classify the staff member as to pros
pects of advancement using the follow
ing as a guide;
1. E X C ELLEN T PROSPECTS — Staff
members whose prospects o f further
rapid advancement are distinctly su
perior because they combine a high
degree of technical ability with excel
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lent personal qualifications, such as
personality, leadership, reliability,
adaptability, imagination, judgment
and initiative.
Second Assistant—Confidently ex
pected to advance to first assistant
within a year and appears to have ex
cellent possibilities of advancing to
senior.
First Assistant — Confidently ex
pected to advance to senior in next
year or two and appears to have pos
sibilities of reaching contract status.
Senior, L ig h t—C on fid en tly ex
pected to advance to heavy senior in
next year or two and appears to have
excellent possibilities of reaching con
tract status.
Senior, Heavy — Expected to be
qualified for contract consideration
within a year or two.
2. GOOD PROSPECTS—Staff members
capable o f further advancement al
though apparently at a slower rate or
not to the extent of men with excel
lent prospects.
Second Assistant—Expected to ad
vance to first assistant in next year or
two and appears to have possibilities
of advancing to senior.
First Assistant—Expected to ad
vance to senior within two or three
years.
Senior, Light—Believed capable of
advancing to heavy senior in next year
or two and appears to have some pos
sibilities of reaching contract status.
Senior, Heavy — Believed capable
of further development and may be
come qualified for contract considera
tion.
3. LIM ITED PROSPECTS—Staff mem
bers whose prospects of advancing
beyond their present classification are
questionable and whose ultimate
status with the firm is clearly limited.
It should be recognized that many of
the seniors in this classification, al
though having little prospect of being
considered for contract, are neverthe
less very competent and useful to the
firm and their continued employment
is of mutual benefit to the firm and
the staff member.

4. U N CERTAIN PROSPECTS - S ta f f
members whose prospects are not rea
sonably well defined because ad
vancement beyond their present clas
sification appears to be contingent
upon their overcoming certain known
deficiencies. It is intended that this
classification shall imply a relatively
high degree of uncertainty. Therefore, it should be used sparingly and
only after every effort has been made
to resolve doubts in favor of another
classification.

SECTION TWO
It is important in training staff mem
bers that their performance on each as
signment be discussed with them during
the course of the examination; they
should be complimented on work well
,done and given constructive suggestions
with respect to their shortcomings. In
•section two you will indicate the extent
i which this has been done with this
to
staff member and the results thereof.
Where necessary supplement your an
swers with comments in the next section.

2. The Personal Expression Form
Feeling that their former checklist had resulted in automatic ratings,
Hurdman & Cranstoun, whose form is reproduced below, find that the
raters devote more attention to this matter when they are required to write
out their evaluation.
Evaluation of Employee Progress
Employee.................................................. Period Covered........................
Assignment ....................................................................................................
Describe briefly level and nature of work....................................................
In order that the above named employee’s progress properly may be
evaluated, please indicate below your comments as to his performance
on this assignment. (See instructions on other side.)

D ate...............................

B y........................................................................

Instructions:
While the following items appear to warrant particular attention, they
should not be considered all-inclusive. What is desired, having in mind
the best interests of the firm as well as the employee, is a clear and frank
expression of your views which should include an indication as to whether
you would want this employee on another assignment, at what level.
1—Knowledge of accounting and auditing in relation to work assignment.
2—Performance on this job.
3—Personal attributes and personality.
4—Capacity for future growth.
5—Ability to supervise and develop assistants.
6—Ability to write reports, notes to financial statements, etc.
7—Special attributes such as cost accounting, systems, etc.
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Appendix C
Training Assistants on the Job

The following material is an excerpt from Guide to a Practical Staff
Training Program* prepared by the Committee on Professional Educa
tion of the Michigan Association of Certified Public Accountants.
Staff members receive the most effective training while working on
actual assignments; this applies not only to new assistants but to account
ants at all levels of responsibility. It is important, therefore, that the prac
titioner stimulate thinking about on-the-job training practices among the
more experienced accountants on his staff and also acquaint new members
of the staff with the training they may expect to receive on the job.
The suggested training practices outlined hereafter, all of which have
been used successfully, generally apply to all levels of men in their deal
ings with those whom they are supervising. It is not anticipated that all
these practices will apply with equal force to each practitioner or can be
put into effect on all assignments, but it is hoped that these suggestions will
help the practitioner put into effect those practices which are applicable
to his firm and to particular assignments.

Introduction to the Job
1. Notify the assistant of his assignment as far in advance as possible,
so that he will have an opportunity to study the prior year’s working papers
and reports (which he should be encouraged to do).
2. Urge the assistant to do independent research in order to learn
as much as possible about the client’s industry. Make specific suggestions
as to reading material.
3. Explain the nature of the client’s business and its position in the
industry, including such matters as products, types of properties, operating
methods, business policies, quality of personnel, etc.
4. Arrange for a tour of the client’s facilities soon after the start of
the engagement and encourage assistants to visit service and operating
departments in carrying out assignments.
*The Journal of Accountancy, December, 1956. Students Department.

60

5. Explain generally the client’s financial statements and accounts,
accounting records, methods and procedures, system of internal control,
and any unusual accounting problems expected to be encountered.
6. Introduce the assistant to the client’s officials and employees with
whom he is expected to come in contact.

Instructions for Specific Work Assignments
1. Review each step to be performed with the assistant, making use
of the previous year’s working papers for purposes of illustration.
2. Explain the meaning and purpose of the work to be undertaken,
so that the assistant understands not only how the work should be done,
but why it is being done.
3. Explain the relationship between the specific task being assigned
and the job as a whole.
4. Show the assistant the records with which he will work, paying
particular attention to any unusual aspects of the client’s procedures re
lating thereto.
5. Ascertain that the assistant thoroughly understands the instruc
tions before he proceeds with the work.

Review of Work Done
1. While the work is in progress, keep sufficiently close contact with
the assistant to ascertain that he is proceeding satisfactorily.
2. Review the work as promptly as possible after it is completed,
preferably on the job and in the presence of the assistant.
3. Review the work thoroughly and critically.
4. Discuss the results of the review with the assistant, explaining how
any errors were noted in the review, how or why they occurred, and how
to avoid them in the future.
5. Require the assistant to correct his own errors and to complete
any task which remains to be done.
6. Discuss with the assistant any deficiencies in his work, suggesting
methods by which he might correct them.
7. Give consideration to questions and points raised by the assistant,
allow him to participate in the follow-up and disposition thereof, and
explain to him the reasons for whatever action is taken.
8. During the course of the review, question the assistant sufficiently
to ascertain that he understands and is satisfied with the purpose, method,
and results of the work.
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Widening Comprehension of the Job
1. Arrange for the assistant to perform at least a portion of the work
on as many phases of the job as possible.
2. Encourage discussion of professional problems at lunch or dinner
in such a way that all assistants participate.
3. Retain as many assistants as possible to the end of the job, so
that they may observe what is required to complete an assignment. Utilize
such assistants to the fullest extent possible in preparing the draft report,
exhibits and memoranda.

Furthering Progress and Development of Assistants
1. Encourage the assistant to ask questions.
2. Urge the assistant to view his work critically and to make sug
gestions for improvement in programs, audit techniques, working papers,
and planning of the work.
3. Encourage the assistant to develop a questioning attitude in carry
ing out his work, pointing out the importance of bringing to light any
irregularities or errors in the accounts, deviations from prescribed ac
counting procedures, or weaknesses in internal control.
4. Do everything possible to imbue the assistant with the service
concept. Give him frequent reminders that the client looks to the CPA
for constructive suggestions.
5. Arrange for the assistant to obtain as broad and diversified ex
perience as possible. Make an effort to assign him to different industries,
and to different seniors or managers.
6. Assign work which will tax the assistant’s capabilities and which
carries responsibility somewhat beyond his immediate experience. En
courage him to acquire the habit of delegating work.
7. Permit the assistant to take as complete charge of his assignment
as his capabilities permit. Encourage him to make decisions and take
actions within the scope of his responsibility on the job, but caution him
to inform the in-charge man of such decisions and actions.
8. Have frequent discussions with the assistant regarding his work
performance. Praise work well done, and counsel him on means of over
coming any deficiencies.
9. Study the personal characteristics of the assistant, and work with
him in his efforts to overcome any traits which may tend to retard
his progress.
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Appendix D
Student Attitudes Toward Potential Employers

Attitudes and Reactions of Graduating Seniors
Concerning Jobs in Business and Industry*
The following factors regarding the job seem to be most important:
a. The job itself, the nature of the work and the chance it offers for
the man to use his abilities and interests.
b. The opportunity for growth and advancement with assurance of
a genuine interest in the man as an individual with potentiality for
increased responsibility.
c. A planned training program to help him qualify for promotion.
d. An adequate salary, generally average or better, but not necessarily
the highest he can get. (In most studies the starting salary ranks
third or fourth on the list.)
e. Location in an area where the man wants to live.
f. Security in the form of pension and benefits.
The following factors regarding the company seem to be most important:
a. The general reputation of the company in its field.
b. The recent growth pattern of the company. (Usually expansion
indicates increased opportunity.)
c. The type of business in which the company is engaged. (Due to
lack of specific information and to general impressions gathered
from family and friends, some types of business are rated higher
than others.)
d. Size of company. (It is not true that most men want to go with
the largest companies.)
e. Location of the company in an area where the man wants to live.
* This summary is based on a recent study conducted by Frank S. Endicott, Director of Placement,
Northwestern University.
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The Factors Outstanding Seniors Name
As Vital to a Good Job*
When students with jobs lined up tell which factors decided them,
a sizable proportion mention pay. Nevertheless, the type of work is the
prime consideration.
Weighing a list of job ingredients, however, students place great
emphasis on some of the job intangibles, less on the economic factors of
pay and benefits.
Here is the total ranking:
“very important”
in a job . . .
O f top
importance:

O f middling
importance:

O f less
importance:

Total
Outstanding
Seniors

Chances for advancement
Interesting work
Interest company takes in you
Opportunity for further training
People you work with

93%
83
72
70
66

Working conditions
Immediate boss
The company’s reputation
Security o f the job
Kind of community it’s located in

48
47
37
34
30

Pay offered
Prestige of the business or industry
Benefits: insurance, pensions, etc.
Recreational activities

23
17
17
5

The same basic factors appeal to the sought-after seniors that count
with the rank-and-file student. The top five factors above were rated
among the highest by all seniors in the Index survey last fall.
* Opinion Research Corporation, “How to Recruit the College Men You Want,” Public Opinion
Index for Industry, Vol. XIII, No. 10, Princeton, New Jersey, Oct. 1955.
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